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Oﬁice Memommlﬂm « UNITED STATES GOVERNMENT

TO : Diuet.or, ORE DATE: 10 Mareh 1947
FROM Chief, Presentation Division
SUBJECT: ?rtlilimlw Raport on Production of National Intelligence Manuals
Beferences:  (a.) ICABS Memorandum of 14 Feb 1947 on "Production of National
PR Intelligence ianusls.”
(b.) Memorandum to Advisor for Management, 1CAPS, Subjectt
Revision of Tentative T/0 for ORE,

Bnclosure:  (A.) JISPB Organizaticn and Standard Operating Progedurs.

1« Adout 20 February, 1947, I was instructed by you to meatigau the
problems involved in CIG (ORE) assuming the reaponsibility for proe
ducing National Intelligence ilanuals at an early day, in accordsnce with
recommendations under conasideration by the Intelligence Advisory Board,

Four specific steps were outlined by ICAPS in Reference (a,), as follows:

" s lMake a study of the varicus compilations of sizilar nature now |
in existence to determine the best format and outline for a compre-
hensive manual which would be at the greatest value to all government
agencies and departaents, _ -'

‘Bs  Wpon determination of the most desirable outline, asaign the
various chapters to those agencies which have domimant interest in
the title subject. v
8. Make a murvey of the ;dainiumtin and pcrmml reguirements
for tho project.,

2. Steudy the problems involved in ineorporating the personnel and
facilities of the JISPB (producing JANIS) into CIG.

- &+ In discussing this matter with you au.i the Deputy Assistant Director,
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ORE, thers appears to be two main econsiderations involved:
2. To set up an orgunisation in ORE to produce the Defense Pro~
Ject, preferably as a prototype for future NHational Intelligence
sanusls.
b. At some future unspecified date to sonmsider the integration of
the JARIS program with that of the National Intelligence Manuals,

25X1

3. With the Chief, Planning Staff, ORE, I attended ths following confer-

ences to clarify the préblem involved in 2.3 above:
@, 24 February - deeting of Planning Committee (Defense Project)
to pass on revised oubline of 3ID and to reassign production re-~
sponsibilities to the various government agencies for the chapters
and sections. At this meetind  DRE' was designated 25X1
Secretary of the Planning Committee and Chairman of the Workdny
Comnlttes,

B. 3 March — Conference sith  |ORE) and| | 38%]

(former Secretary, Planning Committee). The purpose of this meeting

was to arrange for the transfer to the new Secretary of all records
and raeports of the Defense FProject, and to dstémﬁ.ns the major
difficulties which had previously bee: encountered in developing
ithe Defense Projeet. These latter appearsd in general to bes
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(1) Problems inherent in any cooperative somdites fora of

production.

{(2) Fluctuating requiresents and ohjectives.

{3} Conflicts with JANIS priorities.
S.2 27 Feb and 4 Rarch — Discuszions with Dr. Quam, Director JIsPs,
regurding ihe organization, methods, amd procedures used in produsing
JARIS., Currently JANIS output is low, due to shortage of persomel
in JISP3, and diificulty in obtaining material from varicus agenclies,
The current long range scheduls ¢alls for JANIS to be produced for
most of the countries of the world., While the varicus JAKLIS pro-
duced during the war were plo~pointed for military objectives, the
present plan generally ia to cover an entire country in a single
JANIS. The present scope of JAHLS apuears to be gonsrally along the
same oroad lines as that envisioned for the Bational intelligence
Manuals,y, except for the much greater emphasis on topography. It was
pre Guam's opinion that it would recuire approxiastely 30 personnel
in JISPB to produce § JANIS a year., There are now about 20 person~
nel in JISPB, all of whim are assigned fyom the varlous eontribut-
ing Governmen! agencies. Dr, Quam further stated that the Ji¥IS and
Sie pﬁ@m a® now sel up appear to be ccmpetitive and dupliestive
to a large degree, to whioh he atiributes many of the present diffi-
calties coafronting each of these prograss. Hs also considered that
CiG should taks over and integrate JANIS and 81D prograsms., As he saw
1t, JANLIS was originally sst up to genir:lize all sirategic intel-
ligence studies which had previsusly been done in each Departmeht,
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wiih the coming of CIG and subsequently the ides eof Fational Ine
telligence danuals, he felt that the purpose of JAHIE mad. in effect,
¥  been superseded, |

4. 35 areh - Hooting with| | Chief of Publicatim
Branch, CIG. The purpose of this meeting mas to “etermine tho leasi-

bility of publishing loose-leafl Haticmal Inteli{gence H#anuals within
0iG. |:|;mm& Lhat GPC hed vecently taken over conmbrol of
the printing plant located in South Building. 4 three~man board
composed of representatives frou CIG, State, and Gr0, set priorities
~of printing. It is understood that CI0 and State "ave first call

on its faeilities, after mhich other GPO work would be dons, From

the viewpoibt of ecnvenlence, liaison, and segufity, tais slant ape
pears to s ideally sulted for une printing of Hational Intellfgence
wanuals, Col. Leers is in s position nos to sup.ly graphic and photce

grapiiic, butl not cartographle, services required for this project,

A. The tentative personnel requirscents deeued negessary for the “Basie
intellligence Division" under the Intelligence Staff, ORE, are deseribed in
Reference (b.}. In certain basie respests these differ from the present
orguniszation of JISPB., The former rallies on working coydttees to carry
most of the workd which is done in the JISPB iteelf. The experience of
JI5P3 indlecates that considerable correlation is needsd »fter materisl ia
received from the contributing agencies and “hat meia eorrelation van ba
done sffectively only by direction lisison between the analyst and the
editor, rather than through a comalttes structure, snalch % best is a
ratber cuabersome foru of organisation for production., lowever, JISPS does
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have committee meetings on the working level to ironm out major differences
and to effect unbform procedures. It is considered that the JISPB organig= |
ation which provides for an editorial specialist for sach chapter is superior
to the organization proposed for ORE, Instead of editorial specialists, the
proposed ORE ormizat}.m would rely on the Ragional Branch speclalists for
support. In theory that appears sound, but in practice it may well turn out
to be otherwise, unless the necessary specislistiin OHE Reglonal Brancheé
devota a considerable proportion of their time to the project. ®ith five
or six studies underway simultansously, the mnall group in the Basie Int-
elligence Division might well be swamped in attempiing to direct the pro-
duction of these studies through various coamitiees and sub-comittees,
Enclosure (&) indicates tixg complex procedure ahlon JISPB, through four

years of experience, has found necessary in order to turn oub JANIS,

% Froua practical standpoiht, 1t is desirable that the initfal program
of the National intelligence Manuals be completed within a reasonalle time,
say the next five years, This would rejuire an output of about eight Manualse
& year, considering there are soms A0 important countries to be covsred.

In addition, there is the m: ttor of keeping these manmals up to daje, which
would require a revislon about every six months, This ia an extenasive Pro-
gram and, if we are to mest ii fully, requires that our plans be foruulated
at this time. While Reference (b) contuins amsethod of producing the Defense
Project in a satisfactory manner within thé next year, it does not appear

to be comprehensive enough to cope with the overall progras set forth above,
Experdence within CIC indicates that 'the time elapsing betwsen setting up

a plan for an organization, and the z;acruiting and training of persconnel for

L
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effective operation has far excevdsd our estimates, To set wp the Basic
Intelligence Diviaion will take at least six months, probably longer, if the
experience of the Presentation \Diviaion is any eriterion. Based on this
experience, it probably would be st least 1 October 1947 before the
Basic Intelligence Division would be at apsroximately full operaling
strength. In the meantime, the deadline for the drafts of Defense
Project material has been sat for l July 3.9}‘.'7‘{ in addition to processing
this material, there must be decided a auitabia format, wethod of pre-
seristion, preparation of copy, maps, graphs, and photogrzphs for printer,
binders decided upon and ordered, and a host of other miscellaneous items.
411 these matters should be well alonz before we can reasonably expeci

the firast of the new personnel to report for duty.

There are tmo major problems to he considered:
8. Completion of the Defense ijoc.t,.e .
b. Developing a realisite program for National Intelligence ianuals
within CiG.

A. Defense Projsct
There appear to be three practical xﬁethcxis by which the Defense Ppo-
jset can be produced:
4. Recruit personnel fof a Basic Intelligence Division as indicated
by Reference (b). The objection to this procedure is the length
of time nmeded to bnild up such an organization. #ith this procedure
it %e eatimated that ﬂze Refense Project would rejuire the best part
of a year to produce,
b. Set up a temporary organization, composed of personnel already
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within CIG, to produce the Defense Project peetty much as it comes
from the producing agencles, This procedure is a compromise between
a high guality product whic: would be s prototype for other National
Intslligence ¥amals and the lengt . ~° time required by the first
method in a, above, This procedure should prédace 3 epude but
usable basiec reforence manual within the next mix months,

¢. Take over the personnel and facilities of JISPS on a temporary
{loan) basis Lo produce the Defense Project, This précedure would
make available almost immediately s trdped group equipped to pro-
duce a Defense Project of a high muality, within the next six months,
and at the same time to commence atudisa of other important coun-

tries.

Bational Intellizence Manuals
There are two feasible methcds by whieh the program of National Intel-

I1igence i&ﬂuﬁﬁils can be underiakent

2. By developing, independently of the JAKIS grogram, a Basic
Intelligerwe Division as indicated by Refersunce (b). It appears

thzt such a procedure will be slow in getting started and, through
lack of erxperience, may not initially produce the best type of

manual, This proéadura also leaves untouched the problem of correlat-
inz the JANIS progrim with tiat of the ¥ational Intelligence danuals,
b. Take over the personnel and facilities of JitP8. The advan-
tages of this procedure have already been outlined,

Recomuendations 7
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2. In view of the above, 1t is redosmended that instead of re-
emiting new persoonel for the Baaic Intelligence iivision, that
steps ba takken to incorporate the personnsl and facllities of JISPB
into CIG, at the sanme time undertaking a study ia conjunstion with
the Joint Planners tosards integrating the JARIS and Wational In-
telligsnco ~anuals into a single progras under CIG. Since the pere
sonnel now in JISPA are on loan from the various agemciss, 1t would
be desirabdle Lo effect thelr transfer to CIG on a1 temporary basis
until a gemmmle erganization could be aet up within GIG,
b If the foregoing procedure is not feaaible at this time, it s
recosmendsd that a teasporary group slong the lines of Refarence (b),
and composed of lodividuals already within UIG, be set up to produce the
efenise Project, and that further stidy be malle to:
{1) Correlate the JiNIS program sith thai of the Hational
Intelligence danuals
{2) Deteraine, in consultation detween OKE and ms&a'mml,
the type of orgzanization best suited to produce the Hutionsl In-
telligence sanuals within the CIG structure.
#. Finally, ghould the decislon be reached Lo set up the Sasic
Inteliigence Divislon in accordance with Referencs (b), it is
recomuended Lhat z study of the JARIS prograx be undertaksn as soon
as possible to detersine if il can be integrated wiih the program of
Bational Inteliigence M&;M, and if the psrscmpel and facilities
of JISPB ean be incorporated imto CLG. This is the orux of the whole
program, for until these problesms are solved:
._8-
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(1) There can be no elear-eut prograz of Katiomal
Intelligence sanvals %ﬁime of duplicatd on and confiiet.
ing requirenents with JAMIS,

(2) It 1» not clear what should be thﬁléypo of Hatiomal
Intelligence sanusl, since it is deperdent on whether
there w1l be a single, wnified prograa under Ci0, or
two programe wnder differeat authorities.

(3} We are wncertain whether to recrait all new person-
nel, or Lo sepplement this procuresent sith the trained
perscunsl now in J1SP3,

| | 25X1
*

Presentation Division

Copy to: Chief, Planning Staff, ORE
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